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EXECUTIVE SUMMARY

The transformation of the WAJ Agaba water and wasteweter utility to a utility company
operating on commercid principles entails, anong other legd and indtitutional changes, a
restructuring of the workforce and the adoption of market-based personnel management
practices. The personnd related organizationa trangition requirements include:

Devedopment of an organization and gaffing plan
Rightszing, recruitment, and training

Adoption of gppropriate personne policies and procedures.

This report sets out an action plan for the human resources component of the WAJ Agaba AWC
organizationd trangtion and initiates the trangition process by presenting an organization and

gaffing plan.

The current WAJ Agaba organization is divided into five mgor units dealing with rurd area
services, city water service, city wastewater service, customer service (city customers), and
finance/adminigtration which is both sensible and appropriate for WAJ Agaba s current
functions. Fed investigations reveal however, that the forma structure does not reflect the
actud digtribution of functions and responghilities. Certain functions, particularly in the area of
finance and adminigtration, are not fully developed, reflecting the centrdization of these
responsibilities &t WAJ headquarters. In addition, some devel opments expected in the near term,
most notably the congtruction of new wastewater treatment and reuse facilities and the
decentralization of cagpitd works planning and implementation responsibilities, cdl for areview

of gaffing requirements.

The proposed organization structure addresses these
problems while building upon the strength of the
current structure to create an organization that will

meet the needs of the AWC. The wastewater divison
is expanded, the finance/adminigration divison is
reorganized and strengthened, and new departments for
facility evauation/planning and water quality control

are established. The proposed structure features seven
main organizationd units, in addition to the CEO's
office, with the gaffing levels shown in the adjacent
box.

The report develops a position classfication scheme

Summary of AWC Proposed

Staffing by Organizational Unit

CEO's Office 4
Projects Center 9
Water Quality Center 7
Rural Division 23
City Water Division 49
Wastewater Division 82
Customer Service Division 2
Fin/Admin Division 25
TOTAL 221

comprised of ten job groups and presents a preliminary comparison of existing vs. required
numbers in each group, summarized in the inset box, in which a negative number in the
“Bdances’ columns indicates a shortage and a poditive number indicates excess staffing.




The critical shortages are in the Manager, Specidist, Operators, Craftsman, Admin Officer and

Technician groups, the large shortfdl in the Summary of Staff Balances
Opqator group mOStIy reflectsthe Job Group Planned Actual Balances
requirements of the new wastewater treatment o
. . . anagers 6 3 -3

plant. Strategles of reducp on of personndl will Specialists 0 > 5
be prepared in more detall at alater date, Supervision 8 4 -4
however these should minimize the impact of Craftsman Officers 12 8 -4
potential layoffs. Reductions would be spread Crafismen = = =
over anumber of years and can be attributed to T(fchnidans 13 E =
normal attrition, early retirement, retraining Clerical 16 33 17
programs for avalable empl oyment Semi-Skilled 24 133 38
opportunitiesin Agaba, or promotion of smal bazoi_ersd N7/1 132 3;8

- . . naeftine a n/a
business units for workers. The surpluses arein TOTALS o7 559

the Clericd, Semi-Skilled, and Laborer groups.
It is possible that the best of the Semi-Skilled personne can be trained for the lower-leve
{Operator |1} positions, e.g., pump station operators, and that afew Admin Officer positions can
befilled by re-trained clericas, but there remain sgnificant surplusesin these three groups.

Although staffing requirements for the wastewater trestment and reuse facility have been
estimated in the report, it is recommended that AWC directors consider private sector contracting
options as well.

The fina section of the report sets out the human resources action plan. Following WAJ review
of the organization and staffing plan, WAJwould establish aworking group composed of WAJ
HQ personnel and operations management specidists and key WAJ Agaba managersto set a
sdary dructure for the positions, appraise the suitability of current WAJ Agaba employees for
AWC positions, and recruit needed personnd. TAPS could provide detailed job descriptions for
al 71 jobtitles, training in job grading and evauation, and training in performance gppraisd,
training needs andysis, and job interviewing, and if desired, provide facilitation and technica
assistance to the working group in implementing these tasks. Personnd policies and a personnd
management system also need to be developed; TAPS could provide various types of technical
assstance in these tasks depending on WAJAWC requirements.
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SECTION |

INTRODUCTION

Transfer of the operationa responsibilities of WAJ Agabato the new Agaba Water Company
(AWC) isexpected in January 2004. A schedule of key legd and indtitutional benchmarks for
Company formation is set out in Section 1X of the Agaba Water Company Pre-feashility Report
(PFR)* prepared by TAPS. In addition to these benchmarks, alist of capacity building
requirementsis presented in PFR Section 7.4 covering:

Deveopment of O&M systems and procedures

Development of customer service systems and procedures
Design and inddlation of financid management system

Desgn and ingdlation of human resource management system
Development of afive-year AWC business plan.

gaghhowbdpE

The objective of this report isto initiate the design of the AWC human resour ce management
system (point no. 4 above), beginning with organizationa and staff planning. Section 11 reviews
and updates the findings of the PFR regarding the structure and functioning of the Board of
Directors. Section I11 represents the heart of the report and sets out an organizationa design
responsive to AWC' s priority near-term objectives of financid and adminigtrative
decentralization, water 10ss reduction, effective maintenance, and management of a greatly
expanded wastewater system. This section also includes aligt of the functions of each of the
proposed units within AWC' s organizations structure. Section 1V andyzes AWC gaffing
requirements and compares the required staffing pattern with the current pattern. Section V
presents an action plan for implementation of the organization and saffing plan and associated
personne systems.

! Chemonics International, Agaba Water Company Prefeasibility Report, Technical Support for Procurement and Project
Management and Private Sector Participation to the Ministry of Water and Irrigation, Water Authority of Jordan and the Jordan
Valley Authority, January, 2003
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SECTION I

BEST PRACTICES IN UTILITY ORGANIZATION AND MANAGEMENT

WAJ Agaba management structures were evaluated in the aforementioned TAPS Agaba Water
Company Prefeasibility Report® (PFR). The principa management-structura flaw is caused by
the centrdization of the WAJ organization, in which WAJ Agabais merdy afidd office that
operates and maintains the water and wastewater systems and performs billing and collection
duties. WAJ Agaba retains no revenues, and al but atiny fraction of WAJ Agaba expenditure is
controlled & WAJHQ. WAJAgabais aso dependent on WAJHQ for technica services
relating to capita investments and mgor repairs.

Despite the operationd difficulties and lack of incentive posed by centrdized management, WAJ
Agaba performs well by many relevant performance indicators such as collection efficiency,
UFW reduction, and unit costs. The solid performance can be attributed to three factors:

a) Thediligence and competence of the WAJ Agaba top management (the Assstance
Secretary Generd and his four line managers)

b) Procurement, training, and technica assstance in network maintenance management
and computerized billing provided through the GTZ OMS Project until March 2001.

c) A favorable market Situation of low cost water supply and wastewater trestment costs
plus alarge proportion of high-volume users paying non-domestic tariff rates.

The enginearing and financid anadyses in the PFR showed that the utility’ s years of low O&M
cost arelargely behind it. Inwater supply, MWI./WAJ plansto charge JD 0.25/m3 of water
pumped from the utility’s main water sourcein the Dis wdlfidds. In wasteweater, acomplex
water reclamation facility designed to provide both secondary and tertiary trestment is planned
for operation by late 2004 or early 2005.

The utility therefore faces sharp labor, dectricity, and bulk water cost increases. The PFR
concluded that the operationa and financia chalenges of the near term call for decentraized
management following best commercid practices, and recommended establishment of alimited
liability company under the ownership of WAJ.

Best practicesin corporate governance were also reviewed in the PFR (Section 7.3). These
indude:

Separdion of ownership and management functions

Separation of ownership and regulatory functions

Company exposure to market forces

Clearly established company property rights.

2 |bid, Section 7
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The composition of the board of directors was noted as critical to proper governance. The PFR
recommended a board membership that includes representatives of MWI, WAJ, ASEZA and
AWC (Chief Executive Officer).

Experience in other GOJ public utility corporatizations indicates that the AWC Board will likely
have atota membership in therange of 7 to 9 individuas. TAPS has recommended that three
members be private sector persons who are expertsin utility engineering, finance, and
management metters.

The proposed implementation plan in the PFR posits that the Board will be appointed by June
2003.

1 PROPOSED ORGANIZATION AND STAFFING FOR THE AQABA WATER COMPANY
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ORGANIZATION DESIGN STRATEGIES FOR THE AWC

The principal weaknesses of the current WAJ Agaba organization are: @) imbaancesin
workload and b) shortages of qualified staff. These factors are related: imbaances in workload
aretheresult of ad hoc assgnments of responsibilities to persons with relevant skills regardless

of whether the responsibility matches the forma position. Beyond this phenomenon, saffing

shortages are a problem in their own right, and the WAJ Agaba Administrator has observed that

severd of the “sections’ shown in the organization chart are inappropriately saffed or in some
cases not saffed at dl.

The current WAJ Agaba organization chart is shown in Figure 3.1. TAPS advisors believe that
the basic Structure, i.e., the four directorates plus the Quweira (rurd) office, is sensble, and the

Sructure recommended for the initidd AWC organization (2004 to 2006) builds upon it. Our

principa organizational recommendations respond to current weaknesses and near-term
chalenges posed by requirements for management and operation of new systems and programs.

Figure 3.1 WAJ Agaba Organization Chart
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3.1 Immediate Needs, 2004-2006

1) “ Elevate” the UFW reduction program

UFW reduction is presently achieved through the OM S-ingtdled Maintenance Management
Sysem (MMYS), which alows telephone complaints to be mapped and given a preliminary
evaduaion. These are primarily leekage-related. The GISisbasic to MMS operation, but since
the head of the Subscriber’ s Directorate is the only WAJ Agaba officia with the computer
system knowledge to manage the MM, the GI S effectively fals under him. The UFW Divison
has few functions and few employees. In the recommended organization structure, the GIS is
upgraded to a basic component in a* Projects Center” which will be responsible, among other
things, for directing and monitoring the systematic leak detection program recommended in PFR
Section 3 to complement the reactive MM S program.

2) Upgrade and expand the Finance and Administration Directorate

The PFR noted that WAJ Agaba has no accounting, purchasing, or human resource management
responghilities, though it has adminigtrative responsbilities for sorekegping and fleet
management. AWC will be financidly and adminigtratively autonomous, in addition to being
respongble for dl specidized technicd services. In the recommended organization for AWC,
the Finance and Adminidration Directorate is upgraded, with additiond required authority,
responsibilities and quaified saff in key areas. The new Division would be established, with

three departments, namey Accounting/Management Information Systems, Adminidration and
Human Resources.

The TAPS team preliminary assessment, supported by the WAJ Agaba Adminigrator, isthat the
knowledge and skills to manage the Administration Department exist in WAJ Agaba, except for
the purchasing/contracting function. Staffing for this function, as well as for the accounting/MIS
and human resource departments, will need to be recruited from sources outside WAJ Agaba.

3) Recruit an Information System Specialist

Asnoted in PFR Section 7.2, OMS provided WAJ Agabawith aGIS, an MMS (for the networks
only), and a computerized billing syslem. Due to the lack of a qualified sysem adminigtrator,
management of these systems has been assigned to the Head of the Subscriber’ s Directorate as
supplementa respongibilities. Although the work has been handled well to date, the workload
crested is consdered excessive and the placement of the functions within the organization
dructure is less than optimum. It isimportant therefore, that the Information System Specidist
(1SS) be appointed at an early date to take over these functions. It is dso important that the
position be established with high vighility in the organization at the senior s&ff leve reporting
directly to the Chief Executive Officer. Additiond responghilities of the 1SS include managing
financia management systems that are being upgraded under aWAJ wide initigive to ingal
“Oracle Financids’. The Oracle system is complex, and needs will arise for integration of dl the
utility’s syssems as well as “troubleshooting” any features of the system or software which do

not fully reflect AWC sfinancid, billing, purchasing, or personnel policies. The ISSwill dso be
responsible for integration and troubleshooting of the SCADA-based system of Did flow
monitoring and control to be provided by USAID. In addition to system troubleshooting,

3 PROPOSED ORGANIZATION AND STAFFING FOR THE AQABA WATER COMPANY
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integration, and training, the Specidigt will be respongble for data security and planning and
Supervising maintenance of computer hardware.

3.2 Near-Term Needs, 2007 Onward

If year 2004 is AWC s year for intengfying UFW reduction efforts and for establishing a
financid and administrative management capacity, Y ear 2005 is AWC' s year to begin preparing
to face the chdlenge of managing an environmentaly important and nationdly unique water
reclamation sysem. The current wastewater stabilization pond, which is virtudly O& M-free but
only capable of handling some 25% of the current demand for wastewater disposdl, will become
only one component in awastewater trestment and reuse system which includes mechanical and
biologica treatment at one end, and treated effluent pumping and didtribution at the other.
Effective reuse is a key dement of Jordan’s water management Strategy, so the Agaba water
reclamation facility will attract great policy and regulatory interest. Moreover, reuse saes can be
an important source of revenue againgt increased wastewater pumping and trestment codts.
Maintaining regular and reliable flow rates throughout the city’ s water and wasteweter systemsis
an important condition for the financid and environmenta success of the facility.

Three organizationa improvements, that should bein place by 2007, are needed to sustain this
magor expanson in respongbility:

1) Srengthen the O& M of the wastewater pump stations

Problems in the operation of the pump stations were noted in PFR Section 4.1. A maintenance
management system and program for the pumps is recommended. Needs for structurd renewa
and replacement (R& R) should be combined with hydraulic analyses conducted with the aid of
the GIS to develop a medium-term R& R program with the am of sabilizing flow rates and
minimizing back-ups. Sewer maintenance/repair needs will increase as the collection system
expands in response to the new treatment capacity. In order to address these issues, the
recommended organization structure includes the creation of the Sewage Pumping Department in
the Wagtewater Divison with an operating Saff of 16.

2) Establish a Water Reclamation Department

The importance and dimensions of this function have been reviewed above. USAID typicaly
provides financing for one or two years of operation of new facilities, but it isimportant that
AWC provide complementary personnel. Moreover, it is much to AWC' s advantage to make
managerid, supervisory, specidist, and technical personnd available to benefit from on-job
experience; in fact, it is recommended that AWC gaff be on Site during the later stages of
congtruction to see how the plant is constructed. For these reasons, the recommended initial
organization dructure includes the water reclamation function as afully staffed department of
the Wastewater Divison. By the end of 2006, the function would be eevated to divison level
gatus under the direction of the newly established Chief Operating Officer podition. In thelong
run, the novety, vishility, and financial importance of the water reclamation facility mekeit a
prime candidate for contract operation through management contract or lease, if needed.

PROPOSED ORGANIZATION AND STAFFING FOR THE AQABA WATER COMPANY 4
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3) Srengthen the water quality control function

At present, WAJ Agaba performs basic chemica and bacteriologicd tests on drinking water and
pond effluent. When the water reclametion facility starts operation, the utility will need to
monitor awastewater trestment process involving several stages. In addition, expangion of the
collection system will result in increased demand for sewer connections by industries on the
South Coast; the utility will need to be able to monitor the discharges of these users to assure that
these wastes do not damage the sewers or affect the biologica treatment processes a the
wastewater plant. For these reasons, the organization design includes a recommendation for the
establishment of a speciad Water Quality Center. The Center can be established in the initia
organization and then expanded as its respongibilities increase to become fully operationd by
2007.

3.3 Organization Structure

The recommended organization structure is shown on Figure 3.2°. Units reporting to the CEO
include five divison managers, two heads of “centers’ and two assgtants. The divisonsrange in
sze from 22 to 82 persons, with the Wastewater Division the largest by far. Each divison has
two or three departments. The Water Reclamation Department, responsible for wastewater
treatment, reuse, and disposal, has a staff of 55.

The Projects Center has a gtaff of 9, and the Water Quality Center astaff of 7. These are
departments leve units with technicd, environmentd, and economic planning and evauation
respongbilities, which maintain the operationa performance monitoring system of the utility.

The two assistant positions provide management support services to the CEO and support some
operations programming needs of the divisons. The functions and saffing of the divisons and
the two centers are shown in Table 3.1.

The divisons reflect the principa cost centers of the utility, athough the financia management
sysem will have to capture and dlocate the cogts of certain internd services, mainly:

The planning and evaluation services provided by the centers and assistants to
operating divisons
Maintenance services provided by the City Water Divison to the Rurd Division.

The Rurd Divison isaminiature utility in its own right, with O&M and billing and collection
responsibilities, dbet with reliance on the Agaba office for more specidized maintenance and
billing services. The gaffing levels assume that there are two wells and one desdination plant to
be managed and that operators will work in three shifts per day at al source works and trestment
fadlities, with most maintenance tasks performed during the main shift.

Another assumption used in formulating saffing arrangements is that the current three-month
billing practice will be maintained. TAPS aso assumes that with an improved utility financia

3 Inthe organization terminology used in thisreport, the English term “Division” is equivalent in level of hierarchy
to the Arabic term “mudiriya”; similarly, the English “department” is equivalent to the Arabic “qgisnm”.
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management system, more Agaba customers will choose the flexibility and ease of making their
utility payments at a bank. The current use of meter readers as bill distributors and collectorsis

aso continued.

Figure 3.2 Agaba Water Company Organization

BOARDOF DIRECTORS
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Note: Organization units and reationships shown in dotted linesindicate the organization asit
is expected to be structured by the year 2007.

The Assstant Secretary Genera for Human Resource Affairs at WAJ has suggested a refinement
to the structure, in which the water, rurd water and wastewater divisions are brought under a
Chief Operating Officer. Intheinitid structure, the three operating divisons report to the CEO.
This arrangement would become effective in 2007.
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For the near term, there is not
much of an AWC capita
program and there is aneed for
the CEO to plan and direct the
development of service
improvement programs by the
managers which link budgets to
performance targets. For now,
TAPS recommends that a
“hands-on” CEO be appointed
who will work with the line
managers to set goals, plans, and
budgets. However, by the end of
2006, the reorganization process
should be largely completed, the
USAID capita program will be
completed, and it will be
appropriate for the CEO to

del egate operations management
and focus more on
investment/financia planning.

Regarding Chief Operating
Officer selection (in 2006 or
2007), we suggest gppointment
of the current WAJ Agaba
Adminigtrator who is being
recommended for appointment to
the pogition of City Water
Divison Manager in theinitid
AWC organization structure.

The incumbent adminigirator has

Table 3.1 — Agaba Water Company
Units/Functions

Total
Staff

Projects Center

Monitors distribution and collection system flows
Evaluates hydraulic and structural conditions of networks
Prepares TORs for design and construction services.
Oversees engineering design and construction services

Water Quality Center

Monitors quality of significant inflows and outflows
Evaluates the effectiveness of treatment processes
Plans sale or disposal of treatment residuals

Rural Water Division

Operates rural water stations (pump stations & desalination
units)

Maintains rural distribution systems

Accounts for, bills, and collects rural water sales

Inspects new water connections

23

City Water Division

Controls and maintains the main Disi-Agaba transmission
system

Maintains the city water distribution system

Maintains local rural water stations

Inspects new connections

49

Wastewater Division

Drains and transports wastewater
Inspects new sewer connections

Treats collected wastewater

Distributes or disposes of treated effluent

82

Customer Service Division

Accounts for water and sewer service sales

Issues bills and collects payments

Receives applications for new connections

Serves as principal point of contact with utility customers

22

Finance and Administration

Coordinates budget processes and implements budget controls
Maintains financial and cost accounts

Manages purchases and issues payments, including payroll
Maintains stores, rolling stock, and buildings

Coordinates planning and implementation of HRD programs

25

nearly eight years experience running WAJ Agaba, is intimately familiar with most operation
areas and has the respect of the current WA J Agaba staff.

The PFR estimates atotal of 23,479 AWC water connectionsin 2006. With 221 g&ff, the
number of employees per thousand water connections will be 9.4, an improvement on the 13.9
ratio observed in July 2002, but till higher than industry norms. The relatively high saffing
ratio can be atributed to two factors: firgt, the need to provide service to the smal and remote

rurd areas, and second, however smadl the number of peciaist and adminigrative personnd, the

cusomer baseisadso andl: smdl utilities cannot easily achieve economies of scale.

3.4 Functional Descriptions

The following paragraphs present functiond descriptionsfor al proposed AWC organizationa

units. As proposed in the Illustrative Business Plan, all activities carried out by the executives

7 PROPOSED ORGANIZATION AND STAFFING FOR THE AQABA WATER COMPANY
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would be guided by the AWC Business Plan approved by the Board of Directors. Detailed
gaffing tables are provided in Section 1V.

3.4.1 Chief Executive s Office

Chief Executive Officer

Chief Executive Officer

Administrative Assistant

Ensure that the Company achievesits
fundamenta objective of providing safe Information System Specialist
and continuous potable water supply

and wastewater disposa services throughout its service areg, as efficiently as
possble;

Oversee the planning, management, monitoring and control of the Company, ensuring
that it conforms with the guiddines laid down by the Board and externd regulatory
bodies, and maintaining effective technicd and financid control;

Maintain effective contact between the Company and government administrations at
central and loca levelsto ensure coordination with the objectives, plans and policies
of the Company’s service area asawhole; and

Report to the Board and other authorities concerned with the performance and
progress of the company

Administrative Assstant

Arrange the schedule of Board meetings, and coordinate the preparation of Board
papers by other Directors

Under supervision of the Chief Executive Officer, prepare the agenda and minutes of
Board mesting

At the request of the Chief Executive Officer, follow up action plans.
Coordinate the production and digtribution of the Annua Report.

Maintain the Chief Executive Officer’s agenda and arranges for the CEO'slogidticd
needs

Organize the manua and dectronic filing and communications systems of the CEO
and Board.

Information Systems Specialist

Ensure integration and maintenance of the Company’s computer hardware
Prepare specifications for computer hardware purchases

PROPOSED ORGANIZATION AND STAFFING FOR THE AQABA WATER COMPANY 8
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Provide troubleshooting and training on Company computer systems and operation
Ensure safety and security of Company eectronic data.

3.4.2 Projects Center

Assst the Water and

CHIEF EXECUTIVE OFFICER

Wagtewater Divisonsin the

assessment of needs for
capitd improvements,
extenson and rehabilitation
works and in the preparation
of Terms of Reference for engineering design and congtruction management services.

PROJECTS CENTER

Prepare preliminary engineering design drawings.

Provide quality assurance over the work of pipeline ingtdlation and replacement
engineering design and congtruction supervison contractors.

Develop standards for water and sewer system maps, collect existing drawings from
the divisons, and return them to the divisons with requirements for additiond data.

Enter as-huilt drawings into the GI'S base map
|dentify points for ingtalation of flow meters

Maintain and expand GI S capacities to capture and make use of data on the hydraulic
and gtructurd conditions of the distribution and collection systems through

developing overlays on locations of leakage, pipe breaks, water qudity problems,
pressure problems, water consumption by distribution zone, collection system flows
by pump station command areg, etc

Assg the Water and Wastewater Divisonsin the planning of systematic network
maintenance programs for leek detection, mains flushing, valve exercisng, manhole
ingpection, and sewer cleaning, receive and enter maintenance program
implementation data, and report to the divison managers and Generd Manger on
mai ntenance program progress.

Assg the Customer Service Division to optimize meter reading and billing routes

3.4.3 Water Quality Center

9

Assamble and maintain an up-to-date collection of internationa, national, and loca
water quality standards applicable to raw water sources, drinking water supply,

wastewater trestment and
disposal, reuse, and CHIEF EXECUTIVE OFFICER
industrid wastewater

discharge permitting.

WATER QUALITY CENTER
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3.4.4 Rural Water Division

?

Operations and Maintenance Department

CHEMONICS INTERNATIONAL INC.

Define the frequencies for sampling of various water facilities and sources, the
required andytica parameters and methods, and the sampling points.

Prepare plans and budgets for the utility’ s water quality monitoring programs,
including the preparation of TORs for sampling and analysis programs to be
contracted out.

Review and gpprove al requests for sewer connections by industrid users.

Review, approve, and monitor implementation of industrid pretrestment compliance
plans.

Report instances of substandard water quality to the CEO, and conduct follow-up
investigations as requested.

Investigate sources of contamination or pollution of loca water sources, and
recommend remedies to the CEO.

Prepare regular reports on drinking, effluent, and reuse water qudity.

Periodically review treatment process control data, and recommend improvementsin
reporting and/or process control.

Advise the Water Reclamation Department on the zoning and alocation of reuse
water supply and effluent disposdl.

Advise the CEO on public hedlth requirements regarding public access to reuse and

disposa gtes.

Chief Executive Officer

Operates rurd water stations (pump
dations and desdination units)
Maintains rurd digribution sysems

RURAL DIVISION

Accountsfor, bills, and collects rurd CUSTOMER SERVICE
water saes
Inspects new water connections
OPERATIONS AND
MAINTENANCE DEPARTMENT

Operate and perform routine maintenance on locd public water source and treatment
works.

Repair and maintain water digtribution pipelines.

Maintain locd treated water pumping and storage facilities

Supervise laying and rehabilitation of weter mains.

Assemble as-built drawings and maps of water pipelines, send them to the Projects
Center for entry to the GIS, and respond to Projects Center requests for additional
mapping detail.

Approve and maintain drawings of service connections.

Supervise new connections.

Ingtall and remove meters.

Record and report plant and zone flow meter data.

Conduct periodic night-flow measurements.

PROPOSED ORGANIZATION AND STAFFING FOR THE AQABA WATER COMPANY
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Customer Service Department

Receive and understand requests, complaints, and reports of service problems, and
forward them to the appropriate department manager.

Follow up utility response to requests and complaints.

Receive payments.

Assg clients to complete gpplications for new connections.

Assist customers to prepare requests for ingtalment plans.

Read customer meters, and report them to the Billing Department in Agaba
Ddliver hills and payment warnings

Report problems of meter bility and signs of meter underperformance or
sabotage to the Metering Department in Agaba.

Report sgns of possbleillegd connectionsto the City Water Didtribution
Department.

Report signs of leskage.

3.4.5 City Water Division

Controls and maintains the main Dig-Agaba transmisson system
Maintains the city water didtribution system
Maintainslocd rura water gations

Ingpects new connections
Water Transmission (Dis) Department

CHIEF EXECUTIVE OFFICER
Operate and maintain the Supervisory
Control and Data Acquidtion (SCADA) CITY WATER DIVISION
system and record bulk water supply flows
and pressures. WATER DISTRIBUTION
Develop and implement contingency plans DEPARTMENT
for coping with interruptionsin bulk water
supply. DIS TRANSMISSION

DEPARTMENT

Water Distribution Department

Pan, budget for, and implement a regular valve exercisng program.

Pan, budget for, and implement aregular mains flushing program.

Plan, budget for, and implement a systematic leak detection program.

Repair small leaks and report repairs to the Projects Center.

Repair pipe breaks and bursts, and report al repair requests and results to the Projects
Center.

Provide as-built drawings of al water mainsin accordance with the requirements of

the Projects Center.

Supervise water mains laying and rehabilitation works.
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Develop slandards and specifications regarding materias and instdlation practices for
new connections.

Prepare drawings and bills of quantities for new water connections.

Ingtdl, read, and maintain digtribution system flow meters.

Develop and implement standards and specifications for types and ingtalation of
consumption meters.

Deveop and maintain ameter inventory.

Plan, budget for, and implement a program of regular meter cdibration and

mai ntenance.

Train meter readers in the detection of meter faults.

Repair meters which can be fixed.

Pan, budget for, and implement a systematic meter replacement program.

3.4.6 Wastewater Division CHIEF EXECUTIVE OFFICER

Drains and transports wastewater

I nspects new sawer connections WASTEWATER DIVISION

Trests collected wastewater

Distributes or disposes of treated SEWERS DEPARTMENT

effluent

Sewer s Department SEWAGE PUMPING

DEPARTMENT

Provide as-built drawingsto the

Projects Center, and respond to WATER RECLAMATION

requests from Projects Center for DEPARTMENT

mapping detall.

Respond to work orders for deblocking and line repairs
Operate aregular manhole ingpection program.

Operate amechanical preventive sewer cleaning program.
Approve and store layouts for new connections.
Supervise compliance with standards for new connections.

Sewage Pumping Department
Maintain continuous and efficient sawage pumping operations.
Record and report sewage flows and power use.

Water Reclamation Department

Operate and maintain wastewater treatment facilities.

Provide aregular supply of effluent suitable for industrid and specified agricultura
USES.

Assure sanitary land-based disposd of al sewage received at the plant.

Operate and maintain effluent distribution and disposa systems.
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Operate and maintain dudge dewatering and disposal.
Respond to emergency service complaints of reuse customers, and report dl reuse
complaints and requests to the Projects Center.

3.4.7 Customer Service Division

Accounts for water and sewer service saes

Issues bills and collects payments

Receives gpplications for new connections

Serves as principd point of contact with utility customers

Customer Relations Department

Receive and understand requests and complaints, and forward them to the appropriate

utility department.
Follow up utility response to requests CHIEF EXECUTIVE OFFICER
and complaints. '

_ CUSTOMER SERVICE
Receive payments. DIVISION

Assg clients to complete applications
for new connections.

Assist customersto prepare requests CUSTgEl\giF';_FrﬁEAN?ONS
for ingdlment plans.

Answer inquiries about rates, works

in progress, utility public BILLING DEPARTMENT
announcements, and educationd

materids.

Participate in administering MSUSHAt
occasiond surveys and

communication campagns.

Meter Reading Department

Ddiver hills

Receive payments.

Read customer meters.

Report problems of meter accessibility and signs of meter underperformance or
sabotage to the Metering Department.

Report signs of leakage, sewer blockage, and possibleillegal connectionsto the
Water Digtribution Department

Billing Department

Enter meter readings and generate hills.
Enter callection data and maintain customer accounts.
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Generate statistica and exception reports on meter condition, consumption,
collections, meter reader performance, etc

|ssue meter investigation requedts.

Issue requests for investigation of possibleillegal connections.

| ssue payment warnings.

Maintain billing sysem interface with bank collections

3.4.8 Finance and Administration Division

. CHIEF EXECUTIVE OFFICER

Coordinates budget processes and

implements budget controls

Maintains financia and cost accounts FINANCE AND ADMINISTRATION

Manages purchases and issues payments, DIVISION

incdluding payroll

Maintains stores, rolling stock, and ACCOUNTING/MIS DEPARTMENT

buildings

Coordinates planning and

implementation of HRD programs ADMINISTRATION DEPARTMENT
Accounting/M I S Depar tment

HUMAN RESOURCES

Ensure that dl Company officers DEPARTMENT

understand the Company’ sfinancid

policies and procedures.

Assg line managersin preparing annud budgets.
Input budget data, edit changes to budget, prepare quarterly budget reports, and
prepare monthly expenditure reports for cost center managers.

Enter commitments for gpproved purchases, and remove commitments as payments
are made.

Prepare payroll and payroll deductions, issue payroll checks/deposits, and ensure that
Socia Security payments are made.

Maintain and update fixed assets register and project accounts.

| ssue approved payments to suppliers.

Undertake periodic stores audits.

Receive cash and ledgers from Customer Service Department, and enter cash into
generd ledger.

Prepare financia statements

Administration Department

Receive approved purchase orders, manage procurement processes in accordance
with the Company’ s purchasing policies and procedures, and monitor status of
purchase orders

Notify the Accounting/M 1S Department of acceptance of goods and services for
payment.
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Assg line managersin the preparation of tender documents.

Ensure that stores are well organized and that parts and materials are properly stored,
shelved, and carded.

Implement inventory management policies and procedures.

Approve requisition orders, assuring that outflows are charged to the correct cost
center.

Monitor requisition rates for the various types of inventory.

|dentify unused and unusable inventory.

Assg line managers to determine needs for office supplies and equipment.
Procure office furnishings and supplies.

Assure maintenance of Company office premises.

Supervise photocopying and document preparation.

Manage telephone switchboard.

Make arrangements for work-related out-of-town travel and for visits by outsde
guests.

Human Resour ces Department

Monitor and update the Company’ s staffing plan and postion control system.
Asss managersin assessing their gaffing requirements, improving work
organization, and periodicdly reviewing the job descriptions of their subordinates.
Periodicaly review labor supply and sdlary levelsin locd and nationd markets, and
propose improvements to the Company’ s position classification and pay scaes.
Assst Company management in the design of incentive structures.

Train managers in Saff performance gppraisa, training needs analyss, and
mentoring.

Coordinate preparation of annud training plans.

Develop and maintain a database on training suppliers, arrange training provison,
and assst managers to evauate training.

Prepare induction training plans for new employees, and provide induction to
Company personnd policies and procedures to new employees.

Ensure that dl managers understand the Company’ s personnd policies and
procedures.

Receive, investigate, and assist in resolving staff complaints.

Review dl proposed personnd actions (e.g., hiring, promotion, discipline) and
maintain personnd files.

Assg gaff as necessary in accessing Company personnd benefits.
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SECTION IV

POSITION CLASSIFICATION AND STAFFING REQUIREMENTS

The preceding sections set out organization design strategies for the Company and showed the
types and numbers of personnel needed by each organizationa unit. The present section
examines the gaffing requirements more closdly. Firdt, the system of position classification used
to group job titles into sets of comparable skill and responsibility is described. Second, a
preliminary assessment is made of the degree of “fit” between the proposed staff composition
and the current saff roster in order to identify areas of saff shortage and surplus.

It should be emphasized that the Saffing analyssis prdiminary. Itisonly astarting point for
more thorough job grading and evauation, individua staff gppraisa, and individud training
needs anayses which will require the participation of WAJHQ personnd, subject- matter
pecidigs and WAJ Agaba managers. An action plan for the implementation of these and other
personnd-related systemsis provided in Section V. of this report.

4.1 Position Classification

A position classification system categorizes jobs or postions according to the technica kil
requirements, level of supervisory responsibility, level of respongbility for assets, degree of
physicd effort and working conditions. Position classfication is useful in setting pay scaes,
assessing staffing needs, and planning for recruitment, training, and succession,

Positions in some job classes, such as the Specidist and Operator, are graded, e.g., Operator |
and Operator 11. Grades within a class indicate both a sdlary differentia and a career path, e.g.,
with the proper experience and training an employee a grade |1 may graduate to the grade |
position. A few job classes, notably the Manager and Supervisor, may accept properly quaified
and trained entrants from another class, e.g., some Manager jobs could be recruited from the
Supervisor or Specidist classes.

The proposed AWC position classification comprises ten job classes. These may be grouped
into three “macro-classes’:

1) Professonds, including Managers, Specidists, and Supervisor
2)  illed, including Adminigtrative Officers, Craftamen, Technician, and Operators
3)  Semi-and Unskilled, including the Clericd, Semi-skilled, and Laborer groups.

This report’s use of the term “classification” is unrelated to the distinction now made in GOJ civil service terminology
between “classified” civil servants (who are entitled to Civil Retirement pensions) and “ unclassified” employees (who are
entitled to Socia Security retirement insurance).
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Table 4.1 shows the proposed AWC staff composition by class:

Table 4.1

AWC Staffing by Position/Class
Position No.
Managers 6
Specialists 10
Supervisors 8
Admin Officers 12
Craftsman 32
Operators 30
Technicians 12
Clerical 16
Semi-Skilled 24
Laborers 71
TOTAL 221

Detailed position classfication and staffing tables are presented in Annex A. Tables A.1 through
A 4 covering Staffing by Job Class, Staffing by Postion Title, Postions Listed in Alphabetical
Order and Staffing by Organization Unit. Profiles of each of the ten positions are presented
below.

Managers. The managers class include the CEO and the five divison managers. They are
responsible for turning Board policy into concrete plans, programs, and budgets, and for
ensuring that the work performed by their subordinates complies with utility policies and
procedures. The divison managers are respongible for the main operationa functions of the
utility and command the mgor portions of the annua operating budget, as well as participating
in capitd improvement planning and implementation. Managers must be capable of planning,
directing, coordinating, and controlling the work of their subordinate departments. Managerid
positions require a combination of subject-matter technica knowledge and management skills.

Specialists. Specidigts provide a high level of knowledge in specidized technicd aress. Of the
ten specidids, four are located in the two centers, the Projects Center and the Water Quaity
Center, while another three are located in the Finance and Adminigtration Divison. They are
typically university graduates and have good computer skills. There are two grades of specidist.
The Specidigt | dassis digtinguished by the additiona requirement for some degree of
supervison over ateam; in the case of the Treatment Engineer, quite alargeteam. (Although
the Chemist supervises the Water Qudity Center, he/she has been graded Specidist 1l because
the Center staff is small and composed itsalf of speciaists who need relatively minor
supervison). The differencein leve of responsbility between the two grades should be
reflected in the sdary Sructure.

5 Asused in this classification system, grade | positions rank higher than grade |1 positions.
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Supervisors. The supervisory cdassincludes al department heads who are not classified as
Specidigts. Under the direction of the divison manager, supervisors implement ther
departments’ portions of the divison’s annua work plans and are responsible for the day-to-day
management of the various crews, teams, and individua's who comprise their departments. While
operating procedures are set by the divison manager, supervisors are partly evauated on the
qudlity of their recommendations as to how procedures can be implemented more efficiently and
effectively. Supervisors aso advise the division manager on needs for materias, equipment,
personnd, and training.

Administrative Officers. The adminigrative officers are ardatively diverse set of postions
whose common feature is the ability to understand and properly apply adminigtrative procedures.
The most important pogition in the group isthe CEO's Administrative Assstant, but the group
aso includes the Customer Service Representatives and the (Rurd) Customer Service
Supervisor, who are responsible for dealing with the public, understanding customer requests,
communicating utility procedures and by-laws, and knowing which department to refer customer
service requeststo. This group aso includes the taff responsible for overdl adminigration of
the stores, garage, and office facilities. Most of the positions require a university education.

Craftsmen. The Craftsman group includes the mechanics, dectricians, welders, pipefitters, and
severd types of works ingpectors. The Craftsman |1 job-holders can perform routine and
preventive maintenance and smple repairs on machines and equipment. The Craftsman | group
can perform more complex repairs and maintenance, including the fabrication of parts, and/or
head crews which carry out relatively sophisticated maintenance operations, such as mechanica
sewer cleaning.

Operators. Operators run equipment, have a basic understanding of what various controls mean,
record operating data, and perform smple maintenance tasks. The Operator | and |1 groups are
digtinguished on the basis of the complexity of the equipment they operate: the | group includes
wastewater treatment plant process operation and a (rura) desaination operator, the Il group
includes the rurd water and city wastewater pump station operators.

Technicians. Technicians are respongble for detailed measurement and control of operationa
processes or for the operation of speciaized equipment and instruments. Seven of the twelve
technicians work in one or the other Center (though one of the two lab techniciansis physicaly
located in the wastewater treatment plant). A university degree is not a trict requirement for
these positions, but the occupants must be able to consult reference materias/operating menuds,
understand the significance of operating data, record data properly, and work attentively and
precisdly.

Clerical. Clericd workers perform relatively routine tasks, such as data entry, typing, or basic
secretarid functions. Eight of the sixteen clerica positions are data entry clerksin the billing
and accounting departments.

Semi-Skilled. The 24 semi-skilled personnd are mostly meter readers (11) or workers engaged
in maintenance and repair of water and sewer lines (12).
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Laborers. Thisgroup is composed of 11 drivers, 26 guards, 6 office boys, 2 janitors, and 26
generd laborers.

4.2. Staff Balances Analysis

The purpose of this subsection isto compare required AWC staffing and actud WAJ Agaba
gaffing. Thebassfor theandyssisalist of personnd and job titles prepared by WAJ Agabain
December 2002. The TAPS team examined each WAJ Agaba job title and made a preiminary
determination of the equivaent AWC position. Then the available positions were compared to
the gaffing requirements of the TAPS AWC gaffing plan. The results are summarized in Table
A.5, Appendix A, in which anegative number in the “ Difference’ column indicates a shortage of
current staff relative to staffing plan requirements for the position (or job group) and a positive
number indicates excess current Saffing of the position or group relative to plan requirements.
The limitations of an andyss based mainly on job titles are clear. The job titles of the current
daff are sometimes insufficient to enable idertification of an equivadent in the gaffing plan: this
isindicated by aquestion mark in the “Equivaent Position” column and appliesto eight of the
current positions, comprehending atotal of 26 of the total 257 employees. Second, an
equivaence does not assure that the current individuas are fully qudified to perform the
equivaent AWC job. A processfor proper AWC dtaff gppraisa and training needs analysisis
St out in Section V. The present andysisis intended merdly to indicate areas of gross daffing
imbaance.

Managers. TAPSfield research and interviews with some of the WAJ Agaba managers enables
us to make a better determination of the equivaencesin this job group than most others. If our
assessment is accepted, WAJ Agaba currently possesses the equivaents of the division managers
for Rurd, City Water, and Customer Service. The missng manageria posts are the Chief
Executive Officer and the heads of the Wastewater Divison and the Finance and Administration
Divison.

Specialists. Theterm “specidist” was found in only one of the WAJ Agabajob titles, the
recently gppointed GIS Specidist. We have assumed an equivalence between the duties of the
current “Information Data Entry Branch Chief” and the proposed AWC Billing Systems
Specidig, though it islikdy that thisindividud’s experience will need to be complemented with
traning. Thereisinsufficient information to determine an equivaent postion for the current
“Accountant” and three of the four current “Computer Operators’, but the comments by WAJ
Agaba managers suggest that the incumbents of these positions may not have the qualifications
for Specidigt pogtions. Hence, the Specidist group, which requires 10 positions, may have only
two current incumbents in WAJ Agaba. The specidist positions which need to befilled are:

Projects Specidist
Chemigt

Water Reuse Specidist
Treatment Engineer
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Purchasng Specidist
Accounting/MIS Specidist
Information Systems Specidist
Human Resources Specidig.

Supervisors. Thisgroup has eight postionsin the saffing plan. Four current WAJ Agaba
employees are congdered to fit some of the positions, as shown in Table A.5. Equivaentsfor
three current “ Section Heads’ could not be determined. The supervisory positions which need to
befilled are:

Customer Rdations Supervisor (Rura Divison)
Digribution Supervisor (City Water Divison)

Rurd Didribution Supervisor (Rurd Divison)

Sewers Department Supervisor (Wastewater Division).

WAJ Agaba managers may wish to determine whether the three unclassified “ section heads’
may be suited for these positions.

Administrative Officers. The formal equivaences between current and proposed job titles are
relatively easy to draw in this group, though WAJ Agaba managers will have to determine
whether the incumbents have the requisite qudifications in relation to the job descriptions of the
AWC positions. Thereis some dight overstaffing relative to the proposed Cashier and
Storekeeper requirements.

Craftsmen. Thereisgood fit between available and planned &ff in the Craftsman group.
Approximately two additional mechanics are needed. While Table A.5 indicates excess
plumbers/pipefitters, some of this*“excess’ can be absorbed by the proposed AWC Connection
Ingpector, Construction Inspector, and Didtribution System Foreman positions.

Operators. While the current saffing in this group is adequate for WAJ Aqgaba’ s present needs,
the coming of the new wastewater treatment plant will creste a severe shortage, of approximately
15 personnel. At least eight of the needed operators should be of the Operator | grade; the
current operators are more likely to be in the Operator 11 grade.

Technicians. Thereisasggnificant shortfdl in this group. While the required Lab Technician,
Meter Cdibration Technician, and Survey Technician positions gppear to be covered, the current
gaffing is short of an additiond GIS technician, plus the following new technician podts.

SCADA Technicians (2)
Industria Waste Technician (1)
Instrument Technician (1)

Leak Detection Technician (1)
Mapping Technician (1)
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It is possible that some of three Computer Operators who are listed without positiona
equivadentsin the Specidist classin Table 5.4 can be trained for some of the needed Technician
jobs.

Clerical. While the increased demand for Data Entry Clerks which will result from the AWC
financia management system produces a shortage in this position compared to the current
gaffing, the Clerica group is overstaffed by 17 persons, with 33 incumbents compared to 16
planned postions, even if at is assumed that some of the current Clericals will be trained in data
entry.

Semi-Skilled and Unskilled. Although these are two digtinct job groups in the proposed position
classfication, the limitations of the data on the current jobholders compels Table A.5 to treat

them as one group. The current number of meter readersis appropriate. The number of guardsis
19 short of the planned, but there is much overgtaffing in the Driver and Worker positions, more
than can be absorbed by the Guard position. The excess in the group as awhole is 38 persons.

The preliminary staff balances andysis presented above confirms the views of WAJ officias and
WAJ Agaba managers that the current WAJ Agaba organization is both underskilled and
overstaffed. The most urgent needs for new staff arein the Manager, Specidist, Operator |, and
Technician groups, as detailed in the relevant subsections above and summarized in Table 4.2:

Table 4.2
Critical Staffing Shortages

Additional Staff

Job Class Needed
Managers 3
Specialists 4
Operators 15
Technicians 7

Thereis some, abeit limited scope for meeting some of the needs in the Technician group
through training. Regarding the Supervisor and Adminigrative Officer positions, there is a need
for closer gppraisal of current WAJ Agaba staff in the context of forma job descriptionsin order
to determine whether the apparent shortfalls can be met from within the organization. The
Craftaman group is the least problematic job group in terms of its Size and compaosition.

The Clerica, Semi-Skilled and Unskilled groups are dl overstaffed (except for the Meter Reader
pasition). Unfortunately, thereis only limited scope for training solutions in this area, primarily
through training the best of the current semi-skilled jobholders as Operators 11, leaving the

current Operators Il free for on-job training on the new wastewater trestment plant during the
one-or two-year period of USAID-funded O& M assistance and so graduating them to Operator |
positions. There would gtill be excess personnd in the Clerica and Unskilled groups.
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SECTION V

RECOMMENDED PLAN OF ACTION

The proposed human resources action plan involves six mgor tasks covering organization and
staffing needs, preparation of job descriptions, development of a pay plan, recruitment plan and
training needs analys's, personnd policy development and design of a personnel management
system. TAPS recommends that a committee be established to oversee and participate in plan
implementation until an officid AWC executive management team isdesignated. The
committee would include WAJHQ personnd specidized in human resource affairs and O& M
management and sdected WAJ Agaba managers. The committee will review TAPS products
that may be requested by WAJ or USAID, and the committee will play thelead rolein
implementation of severd tasks, such asthe job grading and appraisd/recruitment tasks. Inthis
sense, the committee is aworking group aswell as a steering body, and the members may to
have to dlocate a significant part of their time to the work, perhaps the equivaent of 30 days
when review work isincluded. A summary of the human resources action plan is shown in Table
6.1 and a brief description of each task is provided below.

5.1 Preparation of AWC Organization and Staffing Plan
The present report should be reviewed by WAJHQ personnel and subject- matter specidists and

by WAJ Agaba managers. Refinement of staffing requirements may be expected based on
outstanding information requests and

WAJrevieaw. Thefind orgmizaion Table 5.1 — Summary Human Resources Action Plan

and staffing plan should be approved Task Period

by the end of March 2003. 1. Determine AWC organization structure and | Feb-Mar 2003
staffing needs

5.2 Preparation of Job 2. Develop job descriptions Mar 2003

Descriptions 3. Grade jobs and develop pay structure Apr 2003

4. Appraise current staff, recruit new staff, and | May-Sep 2003
prepare training needs analyses

There are 71 discrete job titlesin the 5. Develop personnel policies May-Jul 2003

gaffing plan. The preparation of 6. Establish a personnel management system | Oct-Dec 2003

high-quality job descriptions is the foundation for the subsequent job grading, pay setting, and
personne appraisal and recruitment tasks, and is labor intensive. In the Action Plan, completion
is scheduled by 31 March 2003.

5.3 Job Grading and Evaluation

Job grading is a process of comparing and ranking jobs in terms of knowledge/skill
requirements, respongbility, physical effort, and work conditions. Job evauation is a process of
defining the wage rates for each job. There are forma techniques for these processes, but the
processes need to be implemented by managers and industry specidists such aswill be found a
WAJand WAJ Agaba.

It is recommended that TAPS consultants be assigned to provide formd training in the job
grading and evauation methods (2 days for WAJHQ personnd and 2 days for WAJ Agaba
managers, the training events would be combined if the appropriate travel arrangements can be
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made); then the consultants would moderate an estimated three job grading sessions of
gpproximately two days each during which the Committee grades each job, followed by afind
“cdibration” sesson a which the grades assigned to the various jobs are coordinated within a
Company-wide pay scde. The output isthe draft AWC position classfication and pay scae.
Completion is scheduled for 30 April 2003 in the Action Plan.

5.4 Recruitment

Recruitment is the process of assgning personsto positions. In the case of the WAJ Agaba
AWC trangtion, there are two types of recruitment process. one involving the “ screening” of
current WAJ Agaba personne to determine their suitability for AWC postions, the second
involving the recruitment---from within WAJ, GOJ, or the private sector---of persons qudified
for positions which can’t be filled from within the current WAJ Agaba labor poal.

Thefirg type of recruitment (recruitment from inside) involves a one-by-one gppraisa of each
current WAJ Agaba employee to the AWC position (if any) he/she qudifies for, followed by a
ranking of the candidates for each position. Once the best candidates are identified, their training
needs are assessed in relation to job requirements. The second type of recruitment (recruitment
from outsde) involves the preparation of advertisements, the identification of promising sources
of recruits, and the selection of the means of advertisement, followed by review of resumes,
preparation of short-lists, and interviewing and testing as deemed necessary. The draft TAPS
human resources action plan proposes May-Jun 2003 for the interna recruitment process and
July-Sep 2003 for the externd recruitment process.

Thelevd of TAPS involvement in the recruitment process should be confirmed in discussons
with MWI and WAJ. At aminimum, TAPS could provide templates and formd training in
personnel performance gppraisal and training needs analysis to WAJ specidists and WAJ Agaba
managers. A higher level of technica assistance would prospectively include TAPS * advice and
assstance’ in executing these tasks. With respect to externa recruitment, the TAPS project
could prospectively provide training in job interviewing, or provide training followed by

technical assstance in the search, interviewing, and/or testing processes for al or some of the
managerid and specidigt pogitions. 1t may be noted that the TAPS Prefeasibility Report
recommended an international search for the AWC CEO, and at the 27 January 2003
Coordinating Committee meeting, H. E. the Minister of Water and Irrigation expressed
willingness to search internationdly if an gppropriate Jordanian candidate for the CEO position
cannot be found. The Chemonics home office could provide beneficid assstanceto WAJin an
international search.

Evenif it is assumed that MWI/WAJwants TAPS assstance in recruitment, the case-by-case
screening of WAJ Agaba staff should be largely the respongihility of the WAJ Agaba mangers, at
least with respect to the skilled, semi-skilled, and unskilled positions; the WAJ Agaba managers
will have been enabled to screen the staff by virtue of their participation in the job grading
exercise and the various training events. It is recommended that WAJHQ and TAPS subject-
matter experts conduct the appraisal of WAJ Agaba managers and speciaists.

For the externd recruitment, it is recommended that TAPS assst WAJ officids in drafting the
advertisements, participate in the interviews, and develop testsif the latter are deemed necessary.
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WAJ (or the AWC board) can manage the search for loca candidates. TAPS may assst in
international searches. It may be noted that access to WAJ personne records on WAJ Agaba
employees would enhance the effectiveness of TAPS advisorsin staff gppraisals.

5.5 Personnel Policies

Personnd poalicies set out the rights and responsibilities of management and employees with
respect to arange of topics, such as conditions of employment, benefits, discipline, etc. The
specific policy issues and positions are often closdly bound up with the country’ s labor law and
the precedents in Smilar organizations. The board of directors should ratify the policies.

Although the policies beer little technica relation to the previous tasks since job candidates will
expect to know the Company’ s policies before signing employment contracts. Hence, Board
gppointment standsin the critical path of the recruitment process. Technica assistance in policy
development could include al or some of the following activities:

Preparation of an annotated table of contents for policy manud, to identify the topics
which could/should be addressed

Assessment of policies developed by other Jordanian utility companiesin relaion to US
best practice

Preparation of policy options and policy options review workshop

Preparation of draft policy manual, with (optionaly) presentation to AWC board.

5.6 Personnel Management System

AWC should have an operationd personne management system from the day it assumes control
of Agaba utility operations. At aminimum, the system conssts of complete personnd files, a
computer record for each employee, and a set of procedures for processing the principal
personnel action such as promotions, training, citations, etc. (Note that the personnd system is
related to but distinct from the payroll system, which is part of the accounting system.) Itis
expected that the USAID/MWI FAS Project will develop the basic personnd system software;
TAPS should review the draft structure and procedures of the FAS design for conformity to
AWC s pogition classfication and personnd policies and send its commentsto FAS and the
USAID TAPS CTO. Oncethe system screens are approved, TAPS could prospectively assist
WAJAWC in developing awork plan for dataentry. Inthe Action Plan, this task is scheduled
for completion by 31 December 2003.
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ANNEX A

Detailed Position Classification and Staffing Tables

Table Al. Staffing by Job Class

Table A2.  Staffing by Position Title

Table A3. Positions Listed in Alphabetical Order
Table A4,  Staffing by Organization Unit

Table A5.  Current Staff Balances by Job Class
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Table Al.

Staffing by Job/Class

CHEMONICS INTERNATIONAL INC.

Job/Class Position/Title No. Division — Department

MANAGERS

CEO Chief Executive Officer 1 CEOQO's Office

Manager Customer Service Division Manager 1 Customer Service Division

Manager Finance & Admin Division Manager 1 Fin & Admin Division

Manager Rural Division Manager 1 Rural Division

Manager Wastewater Division Manager 1 Wastewater Division

Manager City Water Supply Division Manager 1 Water Division

Subtotal, Managers 6

SPECIALISTS

Specialist | Accounting/MIS Specialist 1 Fin & Admin — Accounting/MIS

Specialist | Projects Specialist 1 Projects

Specialist | Treatment Engineer 1 Wastewater — Reclamation

Specialist Il Information Systems Specialist 1 CEO's Office

Specialist Il Billing System Specialist 1 Customer Service — Billing

Specialist Il Purchasing Specialist 1 Fin & Admin — Admin

Specialist Il Human Resources Specialist 1 Fin & Admin— Human Resources

Specialist Il GIS Specialist 1 Projects

Specialist Il Chemist 1 Quality

Specialist 11 Water Reuse Specialist 1 Quality

Subtotal, Specialists 10

SUPERVISORS

Supervisor Customer Relations Supervisor 1 Customer Service — Customer
Relations

Supervisor Meter Reading Supervisor 1 Customer Service — Meter Reading

Supervisor Administration Department 1 Fin & Admin— Admin

Supervisor

Supervisor Rural Distribution Supervisor 1 Rural — O&M

Supervisor Sewage Pumping Supervisor 1 Wastewater — Pumping

Supervisor Sewers Department Supervisor 1 Wastewater — Sewers

Supervisor Distribution Supervisor 1 Water — Distribution

Supervisor Transmission Supervisor 1 Water — Transmission

Subtotal, Supervisors 8

ADMINISTRATIVE OFFICERS

Admin Officer Administrative Assistant 1 CEOQO's Office

Admin Officer Customer Service Representative 4 Customer Service — Customer
Relations

Admin Officer Cashier 1 Fin & Admin — Accounting/MIS

Admin Officer Fleet Supervisor 1 Fin & Admin — Admin

Admin Officer Office Administrator 1 Fin & Admin— Admin

Admin Officer Stores Supervisor 1 Fin & Admin — Admin

Admin Officer Customer Service Supervisor 1 Rural — Customer Service

Admin Officer Storekeeper 1 Wastewater — Reclamation

Admin Officer Storekeeper 1 Water — Distribution

Subtotal, Admin Officers 12
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Table A1l.
Staffing by Job/Class
Job/Class Position/Title No Division — Department
CRAFTSMEN
Craftsman | Construction Ispector 2 Projects
Craftsman | Connection Inspector 2 Rural — O&M
Craftsman | Maintenance Foreman 1 Wastewater — Pumping
Craftsman | Welder 2 Wastewater — Pumping
Craftsman | Connection Inspector 2 Wastewater — Sewers
Craftsman | Maintenance Foreman 2 Wastewater — Sewers
Craftsman | Pipefitter 3 Water — Distribution
Craftsman | Welder 2 Water — Distribution
Craftsman | Maintenance Foreman 1 Wastewater — Reclamation
Craftsman | Welder 1 Water — Transmission
Craftsman Il Electrician 1 Wastewater — Pumping
Craftsman Il Maintenance Mechanic 1 Wastewater — Pumping
Craftsman I Electrician 1 Wastewater — Reclamation
Craftsman | Maintenance Mechanic 2 Wastewater — Reclamation
Craftsman Il Distribution System Foreman 3 Water — Distribution
Craftsman Il Maintenance Mechanic 1 Water — Distribution
Craftsman Il Meter Installer 2 Water — Distribution
Craftsman Il Electrician 1 Water — Transmission
Craftsman Il Maintenance Mechanic 2 Water — Transmission
Subtotal, Craftsmen 32
OPERATORS
Operator | Desalination Operator 1 Rural — O&M
Operator | WWTP Operator 5 Wastewater — Reclamation
Operator | Equipment Operator 2 Wastewater — Sewers
Operator I Switchboard Operator 1 Fin & Admin — Admin
Operator I Pump Station Operator 6 Rural — O&M
Operator I Pump Station Operator 5 Wastewater — Pumping
Operator Il WWTP Operator Assistant 10 Wastewater — Reclamation
Subtotal, Operators 30
TECHNICIANS
Technician | Industrial Waste Technician 1 Quality
Technician | Laboratory Technician 2 Quality
Technician | SCADA Technician 2 Water — Transmission
Technician | GIS Technician 2 Projects
Technician Il Mapping Technician 1 Projects
Technician Il Survey Technician 1 Projects
Technician Il Instrument Technician 1 Wastewater — Reclamation
Technician Il Leak Detection Technician 1 Water — Distribution
Technician Il Meter Calibration Technician 1 Water — Distribution
Subtotal, Technicians 12
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Table Al.

Staffing by Job/Class

CHEMONICS INTERNATIONAL INC.

Job/Class Position/Title No Division — Department
CLERICAL
Clerical | Billing & Collection Clerk 1 Rural — Customer Service
Clerical | Secretary 1 Customer Service
Clerical | Data Entry Clerk 5 Customer Service — Billing
Clerical | Secretary 1 Fin & Admin
Clerical | Data Entry Clerk 3 Fin & Admin — Accounting/MIS
Clerical | Secretary 1 Projects
Clerical | Secretary 1 Rural
Clerical Il Clerk 1 Fin & Admin— Admin
Clerical Il Secretary 1 Fin & Admin — Admin
Clerical Il Secretary 1 Wastewater — Reclamation
Subtotal, Clerical 16
SEMI-SKILLED
Semi-Skilled Meter Reader 8 Customer Service — Meter Reading
Semi-Skilled Laboratory Assistant 1 Quality
Semi-Skilled Meter Reader 3 Rural — Customer Service
Semi-Skilled Distribution Maintenance Worker 4 Rural — O&M
Semi-Skilled Sewer Maintenance Worker 8 Wastewater — Sewers
Subtotal, Semi-Skilled 24
LABORERS
Laborer Driver 1 CEOQO's Office
Laborer Driver 1 Fin & Admin
Laborer Janitors 2 Fin & Admin — Admin
Laborer Office Boy 6 Fin & Admin — Admin
Laborer Driver 1 Quality
Laborer Driver 2 Rural — O&M
Laborer Guard 10 | Wastewater — Pumping
Laborer General Laborer 5 | Wastewater — Pumping
Laborer Guard 5 | Wastewater — Reclamation
Laborer General Laborer 4 Wastewater — Reclamation
Laborer Driver 3 Wastewater — Sewers
Laborer Guard 5 Wastewater — Sewers
Laborer Driver 3 Water — Distribution
Laborer General Laborer 12 Water — Distribution
Laborer General Laborer 5 | Water — Transmission
Laborer Guard 6 | Water — Transmission
Subtotal, Laborers 71
TOTAL 221
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Table A2.
Staffing by Position/Title
Position Job Group No
Chief Executive Officer CEO 1
City Water Supply Division Manager Manager 1
Customer Service Division Manager Manager 1
Finance & Admin Division Manager Manager 1
Rural Division Manager Manager 1
Wastewater Division Manager Manager 1
Accounting/MIS Specialist Specialist | 1
Projects Specialist Specialist | 1
Treatment Engineer Specialist | 1
Billing System Specialist Specialist Il 1
Chemist Specialist Il 1
GIS Specialist Specialist 11 1
Human Resources Specialist Specialist Il 1
Information Systems Specialist Specialist Il 1
Purchasing Specialist Specialist Il 1
Water Reuse Specialist Specialist 11 1
Administration Department Supervisor Supervisor 1
Customer Relations Supervisor Supervisor 1
Distribution Supervisor Supervisor 1
Meter Reading Supervisor Supervisor 1
Rural Distribution Supervisor Supervisor 1
Sewage Pumping Supervisor Supervisor 1
Sewers Department Supervisor Supervisor 1
Transmission Supervisor Supervisor 1
Customer Service Representative Admin Officer 4
Storekeeper Admin Officer 2
Administrative Assistant Admin Officer 1
Cashier Admin Officer 1
Customer Service Supervisor Admin Officer 1
Fleet Supervisor Admin Officer 1
Office Administrator Admin Officer 1
Stores Supervisor Admin Officer 1
Welder Craftsman | 5
Connection Inspector Craftsman | 4
Maintenance Foreman Craftsman | 4
Pipefitter Craftsman | 3
Construction Inspector Craftsman | 2
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Table A2.
Staffing by Position/Title

Position Job Group No
Maintenance Mechanic Craftsman Il 6
Distribution System Foreman Craftsman Il 3
Electrician Craftsman Il 3
Meter Installer Craftsman Il 2
WWTP Operator Operator | 5
Equipment Operator Operator | 2
Desalination Operator Operator | 1
Pump Station Operator Operator Il 11
WWTP Operator Assistant Operator Il 10
Switchboard Operator Operator Il 1
Laboratory Technician Technician | 2
SCADA Technician Technician | 2
Industrial Waste Technician Technician | 1
GIS Technician Technician | 2
Instrument Technician Technician Il 1
Leak Detection Technician Technician Il 1
Mapping Technician Technician Il 1
Meter Calibration Technician Technician Il 1
Survey Technician Technician Il 1
Data Entry Clerk Clerical | 8
Secretary Clerical | 6
Billing & Collection Clerk Clerical | 1
Clerk Clerical Il 1
Meter Reader Semi-Skilled 11
Sewer Maintenance Worker Semi-Skilled 8
Distribution Maintenance Worker Semi-Skilled 4
Laboratory Assistant Semi-Skilled 1
General Laborer Laborer 26
Guard Laborer 26
Driver Laborer 11
Office Boy Laborer 6
Janitors Laborer 2
TOTAL 221
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Table A3.
Positions Listed in Alphabetical Order

Position Job Group No.
Accounting/MIS Specialist Specialist | 1
Administration Department Supervisor Supervisor 1
Administrative Assistant Admin Officer 1
Billing & Collection Clerk Clerical | 1
Billing System Specialist Specialist Il 1
Cashier Admin Officer 1
Chemist Specialist Il 1
Chief Executive Officer CEO 1
City Water Supply Division Manager Manager 1
Clerk Clerical Il 1
Connection Inspector Craftsman | 4
Construction Inspector Craftsman | 2
Customer Relations Supervisor Supervisor 1
Customer Service Division Manager Manager 1
Customer Service Representative Admin Officer 4
Customer Service Supervisor Admin Officer 1
Data Entry Clerk Clerical | 8
Desalination Operator Operator | 1
Distribution Maintenance Worker Semi-Skilled 4
Distribution Supervisor Supervisor 1
Distribution System Foreman Craftsman Il 3
Driver Laborer 11
Electrician Craftsman Il 3
Equipment Operator Operator | 2
Finance & Admin Division Manager Manager 1
Fleet Supervisor Admin Officer 1
General Laborer Laborer 26
GIS Specialist Specialist 11 1
GIS Technician Technician | 2
Guard Laborer 26
Human Resources Specialist | Specialist II 1
Industrial Waste Technician Technician | 1
Information Systems Specialist Specialist Il 1
Instrument Technician Technician Il 1
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Table A3.

CHEMONICS INTERNATIONAL INC.

Positions Listed in Alphabetical Order

Position Job Group No.
Janitors Laborer 2
Laboratory Assistant Semi-Skilled 1
Laboratory Technician Technician | 2
Leak Detection Technician Technician Il 1
Maintenance Foreman Craftsman | 4
Maintenance Mechanic Craftsman Il 6
Mapping Technician Technician Il 1
Meter Calibration Technician Technician Il 1
Meter Installer Craftsman Il 2
Meter Reader Semi-Skilled 11
Meter Reading Supervisor Supervisor 1
Office Administrator Admin Officer 1
Office Boy Laborer 6
Pipefitter Craftsman | 3
Projects Specialist Specialist | 1
Pump Station Operator Operator I 11
Purchasing Specialist Specialist 11 1
Rural Distribution Supervisor Supervisor 1
Rural Division Manager Manager 1
SCADA Technician Technician | 2
Secretary Clerical | 6
Sewage Pumping Supervisor Supervisor 1
Sewer Maintenance Worker Semi-Skilled 8
Sewers Department Supervisor Supervisor 1
Storekeeper Admin Officer 2
Stores Supervisor Admin Officer 1
Survey Technician Technician Il 1
Switchboard Operator Operator || 1
Transmission Supervisor Supervisor 1
Treatment Engineer Specialist | 1
Wastewater Division Manager Manager 1
Water Reuse Specialist Specialist 11 1
Welder Craftsman | 5
WWTP Operator Operator | 5
WWTP Operator Assistant Operator I 10
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Table A4.
Staffing by Organization Unit

Unit | Positions No.
CEOQO's OFFICE
CEOQ's Office Chief Executive Officer 1
CEO's Office Information Systems Specialist 1
CEOQ's Office Administrative Assistant 1
CEQ's Office Driver 1
Subtotal, CEQO's Office 4
PROJECTS CENTER
Projects Projects Specialist 1
Projects GIS Specialist 1
Projects Construction Inspector 2
Projects GIS Technician 2
Projects Mapping Technician 1
Projects Survey Technician 1
Projects Secretary 1
Subtotal, Projects 9
WATER QUALITY CENTER
Water Quality Chemist 1
Water Quality Water Reuse Specialist 1
Water Quality Industrial Waste Technician 1
Water Quality Laboratory Technician 2
Water Quality Driver 1
Water Quality Laboratory Assistant 1
Subtotal, Water Quality 7
RURAL DIVISION
Rural Rural Division Manager 1
Rural Secretary 1
Rural — Customer Service Customer Service Supervisor 1
Rural — Customer Service Billing & Collection Clerk 1
Rural — Customer Service Meter Reader 3
Rural — O&M Rural Distribution Supervisor 1
Rural — O&M Connection Inspector 2
Rural — O&M Desalination Operator 1
Rural — O&M Pump Station Operator 6
Rural — O&M Driver 2
Rural — O&M Distribution Maintenance Worker 4
Subtotal, Rural Division 23
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Table A4.
Staffing by Organization Unit

Unit | Positions | No.
CITY WATER DIVISION
Water | City Water Division Manager | 1
Water — Distribution Distribution Supervisor 1
Water — Distribution Storekeeper 1
Water — Distribution Pipefitter 3
Water — Distribution Welder 2
Water — Distribution Distribution System Foreman 3
Water — Distribution Maintenance Mechanic 1
Water — Distribution Meter Installer 2
Water — Distribution Leak Detection Technician 1
Water — Distribution Meter Calibration Technician 1
Water — Distribution Driver 3
Water — Distribution General Laborer 12
Water — Transmission Transmission Supervisor 1
Water — Transmission Welder 1
Water — Transmission Electrician 1
Water — Transmission Maintenance Mechanic 2
Water — Transmission SCADA Technician 2
Water — Transmission General Laborer 5
Water — Transmission Guard 6
Subtotal, City Water Division 49
WASTEWATER DIVISION
Wastewater | Wastewater Division Manager | 1
Wastewater — Pumping Sewage Pumping Supervisor 1
Wastewater — Pumping Maintenance Foreman 1
Wastewater — Pumping Welder 2
Wastewater — Pumping Electrician 1
Wastewater — Pumping Maintenance Mechanic 1
Wastewater — Pumping Pump Station Operator 5
Wastewater — Pumping Guard 10
Wastewater — Pumping General Laborer 5
Wastewater — Reclamation Treatment Engineer 1
Wastewater — Reclamation Storekeeper 1
Wastewater — Reclamation Maintenance Foreman 1
Wastewater — Reclamation Electrician 1
Wastewater — Reclamation Maintenance Mechanic 2
Wastewater — Reclamation WWTP Operator 5
Wastewater — Reclamation WWTP Operator Assistant 10
Wastewater — Reclamation Instrument Technician 1
Wastewater — Reclamation Secretary 1
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Table A4.
Staffing by Organization Unit

Unit Positions No.
Wastewater — Reclamation Guard 5
Wastewater — Reclamation General Laborer 4
Wastewater — Sewers Sewers Department Supervisor 1
Wastewater — Sewers Connection Inspector 2
Wastewater — Sewers Maintenance Foreman 2
Wastewater — Sewers Equipment Operator 2
Wastewater — Sewers Driver 3
Wastewater — Sewers Guard 5
Wastewater — Sewers Sewer Maintenance Worker 8
Subtotal, Wastewater Division 82
CUSTOMER SERVICE DIVISION
Customer Service Customer Service Division Manager 1
Customer Service Secretary 1
Customer Service — Billing Billing System Specialist 1
Customer Service — Billing Data Entry Clerk 5
Customer Service — Customer Relations Customer Relations Supervisor 1
Customer Service — Customer Relations Customer Service Representative 4
Customer Service — Meter Reading Meter Reading Supervisor 1
Customer Service — Meter Reading Meter Reader 8
Subtotal, Customer Service Division 22
FINANCE & ADMINISTRATION DIVISION
Fin & Admin Finance & Admin Division Manager 1
Fin & Admin Secretary 1
Fin & Admin Driver 1
Fin & Admin — Accounting/MIS Accounting/MIS Specialist 1
Fin & Admin — Accounting/MIS Cashier 1
Fin & Admin — Accounting/MIS Data Entry Clerk 3
Fin & Admin — Admin Purchasing Specialist 1
Fin & Admin — Admin Administration Department Supervisor 1
Fin & Admin — Admin Fleet Supervisor 1
Fin & Admin — Admin Office Administrator 1
Fin & Admin — Admin Stores Supervisor 1
Fin & Admin — Admin Switchboard Operator 1
Fin & Admin — Admin Clerk 1
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Table A4.
Staffing by Organization Unit

Unit Positions No.
Fin & Admin — Admin Secretary 1
Fin & Admin — Admin Janitors 2
Fin & Admin — Admin Office Boy 6
Fin & Admin — Human Resources Human Resources Specialist 1
Subtotal, Finance & Administration Division 25

221

TOTAL
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Table A5.
Current Staff Balances
Job Group Balances Position Balances
Current Position Equivalent Position No. No. ) No. No. )
Available | Planned Difference Available | Planned Difference

Positions of Indeterminate Class 17
Objection Committee Member ? 1 1
Branch Chief ? 5 5
Supervisor--Controller ? 11 11
MANAGERS 3 6 -3
Office Manager (Quweira

District Mgr) Rural Division Manager 1 1 0
Assistant Secretary General City Water Supply Division Manager 1 1 0
Subscribers Director Customer Service Division Manager 1 1 0
SPECIALISTS 6 10 -4
Information Entry Branch Chief Billing System Specialist 1 1 0
GIS Specialist GIS Specialist 1 1 0
Accountant ? 1 1
Computer Operator ? 3 3
SUPERVISORS 7 8 -1
Admin & Financial Manager Administration Dept Supervisor 1 1 0
Operation Engineer (Water

O&M Mgr) Distribution Supervisor 1 1 0
Engineer Transmission Supervisor 1 1 0
Section Head (WW O&M Mgr) Sewage Pumping Supervisor 1 1 0
Head of Section ? 3 3
ADMIN OFFICERS 8 12 -4
Head of Warehouse Section Stores Supervisor 1 1 0
Head of Administrative Section Office Administrator 1 1 0
Treasurer Cashier 3 1 2
Storekeeper Storekeeper 3 2 1
CRAFTSMEN 30 32 -2
Shelter Supervisor ? 1 1
Welder Welder 5 5 0
Plumber Pipefitter 16 3 13
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Table A5.
Current Staff Balances
Job Group Balances Position Balances
Current Position Equivalent Position No. No. ) No. No. )
Available | Planned Difference Available | Planned Difference

Meter Technician Meter Installer 1 1 0
Electrician Electrician 3 3 0
Mechanic Maintenance Mechanic 4 6 -2
OPERATORS 15 30 -15

Telephone Operator Switchboard Operator 1 1 0
Operator Operator Il 14 21 -7
TECHNICIANS 5 12 -7

Computer Operator (GIS) GIS Technician 1 2 -1
Laboratory Technician Laboratory Technician 2 2 0
Meter Technician Meter Calibration Technician 1 1 0
Surveyor Survey Technician 1 1 0
CLERICAL 33 16 17

Admin Clerk Clerk 1 1 0
Secretary Secretary 1 6 -5
Typist Secretary 2 2
Data Entry Clerk Data Entry Clerk 3 8 -5
Clerk Billing & Collection Clerk 26 1 25
SEMI- & UNSKILLED 133 95 38

Guard Guard 7 26 -19
Driver Driver 33 11 22
Worker General Laborers, Maintenance Workers 81 38 43
Painter ? 1 1
Meter Reader Meter Reader 11 11 0
TOTALS 257 221 257 162
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